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| am pleased to reease of the firg-ever Strategic plan for the Quality Staff. This Plan isthe
result of a planning process that took over two years to define not only the Qudity Staff’ s misson and
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expectation that improving the performance of the Quaity Staff will help to improve the Agency’s

Qudity System.
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FOREWORD

Thisistheinitid Strategic Plan for EPA’s Quadlity Staff. The Qudity Staff isasmal
organization, located within EPA’s Office of Environmenta Informetion, that is responsible for
overseaing the EPA’s Qudity System. This plan outlines the Qudity Staff’s misson and gods and
serves as aframework for quality assurance planning and resource alocation decisons. This dtrategic
plan includes the Staff’ s vidon for the future of qudity, its godsfor the program, and its core vaues,
aong with the essentid actions over the next 5 years which the Quality Staff believes are necessary for
its gods to be achieved.
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1.0 INTRODUCTION
1.1 THE 2001 STRATEGIC PLAN FOR THE QUALITY STAFF

Thisistheinitid Strategic Plan for the Environmenta Protection Agency’s (EPA) Quality Staff.
The Quaity Staff isa smal organization, located within the Immediate Office of EPA’s Office of
Environmenta Information, that oversees the Agency-wide Qudity Sysem. This plan outlines the
Qudity Staff’s misson and gods, and serves as aframework for quality assurance planning and
resource dlocation decisons. This drategic plan includes the Staff’ s vison for the future of qudlity, its
gods for the program, and its core vaues, aong with the essentid actions which the Qudity Staff
believes are necessary for its godsto be achieved. This plan will be reviewed annually and updated as
needed.

It isimportant to note that this Strategic Plan is focused on the Qudity Staff, not on the Agency-
wide Qudity System. Effortsto develop adrategic plan for the Agency-wide system are discussed
below; these efforts will influence future versons of this plan. While a plan for the Agency-wide Qudlity
System isimportant, it is necessary to have a grategic plan specificdly for the Qudity Staff in order to
define priorities and goas for the organization.

1.2 BACKGROUND

The EPA has recognized the importance of environmenta data and information in supporting its
actions and decisons. The Agency formalized its qudlity assurance (QA) program in 1979, and since
then, has subgtantialy expanded the scope of the program from a focus on andytica qudity control
(QC) to amuch broader quality systems gpproach that encompasses dl aspects of the planning,
callection, and use of environmenta data and information.

In October 1999, EPA created a new Assistant Administratorship, called the Office of
Environmenta Information. Program leadership for the Agency’ s qudity programs was assgned to this
Office', with staff support being provided by the Qudity Staff. EPA’sindividua Offices and Regions
implement the Agency’s quality program. Specific roles and responghilities of the Quality Steff are
described in Section 1.3; roles and respongbilities of organizations across EPA, dong with a
description of the Agency-wide Qudity System, are contained in Appendix A.

Implementation of the Agency’s quality system is evaduated by a number of organizations. The
Qudity Saff has an ongoing program in which they assess implementation of quaity programs across

YPrior to October 1999, leadershi p was assigned to the Office of Research and Development, with staff
support being provided by the Quality Assurance Division in the National Center for Environmental Research and
Quality Assurance.
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the Agency. The Science Advisory Board and the Office of the Inspector Generd have dso evauated
quality program implementation, including the Quality Staff’ s activities and those of other Agency
organizations. The results of these evaluations indicate:

Implementation of quality requirements is uneven across the Agency.

Resources to conduct al required quaity-related activities are not aways provided.
Staff and managers are often not adequately trained to carry out their assgned
responshilities.

Oversght of subsdiary programs (Regiond and State program implementation,
contractors and ass stance agreement holders) isincomplete.

Staff with qudity responghilities do not have sufficient organizationa independence to
effectively carry out their assgned responghilities.

There are however a number of excellent programs being implemented.

While the weaknesses noted above are important, there are many successes in quality program
implementation across the Agency. It isimportant that the successes be publicized so that others may
learn and improve other programs.

13 THE QUALITY STAFF

The Qudity Staff’ s activities cover activities that are implemented by organizations throughout
the Agency. Responsihility for these activities comes to the Quality Staff through delegations of
authority from the Assstant Adminigtrator for Environmental Information and the organizationd
functiond statement. The Quality Staff is responsblefor:

Establishing, documenting, and periodicaly revisng Agency policies and procedures for
planning, implementing, and ng the effectiveness of the mandatory Agency-wide
Quaity System;

Reviewing Quality Management Plans from Agency components conducting
environmentd programs for implementation for up to five years;

Performing periodic management assessments of dl EPA organizations conducting
environmenta programs to determine the effectiveness of their mandatory quality
systems, and recommending corrective actions,

Deveoping generic training programs, for dl levels of EPA management and gtaff, so

that quality management respongbilities and requirements are understood at every stage
of project implementation;
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. Providing communications and outreach to EPA QA Managers and personnel on
relevant EPA Qudity System issues,

. Representing EPA to other Federd organizations and quality professiona organizations,
and standards devel opment organi zations for quality management and quaity assurance;

. Performing periodic assessments of dl EPA organizations producing scientific and
technical work products for use in Agency decisions, to determine their conformance
with the Agency’s Peer Review Policy; and

. Deveoping generic training programs, for dl levels of EPA management and staff, so
that peer review responsibilities and requirements are understood at every stage of
scientific and technica product planning, development, and use.

These respongbilities put the Qudity Staff a the forefront of the Agency’s qudity efforts for
environment measurement and scientific/technica product development and use. A list of some of the
products and services the Quaity Staff providesislisted in Box 1.

Box 1. Quality Staff Products and Services

Products

Guidance Documents

Requirements Documents

Policy Statements

Federal Regulations

Training Courses

Annual Training Conference

Annual Quality Management Conference
Peer Review Product Tracking System
Annual Report on the EPA Quality System

v
v
v
v
v
v
v
v
v

Services

Review and approval of Quality Management Plans
Assessments of EPA’s quality systems

Assessments of EPA’s peer review activities

Training on quality management and peer review
Review of Agency QA Annual Reports and Work Plans
Representing EPA on quality management issues
Conference calls for EPA QA community

AN Y NN

The Qudity Staff, led by a Director, conssts of 16 full-time individuas and 2 support
personnel. Because the work the Quality Staff works with the technica components of the Agency, the
gaff is primarily technica in nature, and includes biologigts, chemidts, datisticians, and other scientists.
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The Qudity Staff routingly works with staff from the Nationd Program Offices, the Regions, and the
Office of Research and Development. The Quality Staff consdersits client community to include not
only theinterna Agency clients but its partners from other Federd Agencies, the States and the
regulated community because consstent quaity systems must permesate al the environmenta programs,
from the community environmenta organizations to the Federd regulation writers.

14  THE STRATEGIC PLANNING PROCESS

The origind motivation for developing a srategic plan for the Quality Staff was based on a
recommendation from EPA’s Inspector Generd. In 1998, the Inspector Genera recommended that:

To further institutionalize EPA’ s quality assurance program, require Quality
Assurance Division to develop a strategic plan and annual performance plans
including appropriate outcome-based performance measures and the level of
resour ces needed.

This document contains the strategic plan for the Quality Staff and includes a component to develop
annud performance plans for the staff’s major activities.

This effort was part of alarger effort by the Nationad Center for Environmenta Research and
Quadlity Assurance where the Qudity Staff previoudy resided. This effort included:

. A customer survey to solicit input on current activities.

. A drategic planning meeting with the Director and a subset of members from the
Qudity Staff, to draft the misson, vision, and gods of the organization.

. Three dl-hands drategic planning meetings to:

- reach consensus on mission, vison, and gods,
- to define and reach consensus on mgjor activities, and
- to define and reach consensus on the tasks relative to these activities.

Comments from outside sources, such as the Science Advisory Board, on program activities were
incorporated into the planning process.

While the motivation was not internd, the entire staff recognized the importance of the initiative
and actively participated in the development process. The Staff seesthis plan as a method to improve
both interna operations and the Agency-wide Quaity Sysem. Follow-up activities to the development
of this Strategic Plan are described in Chapter 4.
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2.0 VISION, MISSION, AND GOALS
21 VIS ON FOR THE FUTURE OF QUALITY

The programs for which the Quality Staff has devel opment, management, and oversight
respongbilities must be implemented by others for the Quality Staff’ s efforts to be successful.
Therefore, the Qudity Staff’ s vison for the future of qudity in the Agency is more expansve than the
Qudity Staff’s actions.

The Quality Staff’ s vision for the futureis:

The environmental community uses appropriate quality practicesto
support environmental policies, decisions, and science so that:

* Quality isintegral to all environmental operations,

* Successes in quality implementation are common and are
communicated across the Agency and to all interested parties, and

* The environmental community welcomes and respects quality practices.

22 THEQUALITY STAFF MISSION

The Qudity Staff seesits misson in environmental protection as a cross-cutting one.

The Quality Saff’ smissionisto:

* lead in developing national policies and practices for quality systems for
environmental programs and

* ensure the environmental community has and consistently uses
practices that provide appropriate data and information to support
policies, decisions, and science.
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23 THEQUALITY STAFF CORE VALUES

The Quality Staff has a set of core vaues that are centrd to its operations both within and outside the

Agency.

*

The Quality Staff believes:

That quality concepts and practices are critical to all environmental
policies, decisions, and science.

In providing leadership in developing Quality practices.

In the Scientific Method.

In the value of each person’s expertise and contribution.
That our efforts benefit human health and the environment.

In treating othersin a fair, unbiased, and balanced manner.

24  QUALITY STAFF SGOALS

The Qudity Staff hasidentified 8 gods that must be achieved to addressits vision for the future
of qudity. Thesegodsae:

v

Documenting Quality System Policies and Procedures — Ensuring thet the Agency-
wide Qudity System isfully defined, up-to-date, rdlevant, and that methods for
implementing the Qudity System exist and are easily gpplied.

Managing Change — Optimizing our influence in these areas and our response to
change to further the Quadity Staff’s misson.

Increasing Agency Management Awar eness of Quality — Asssting Agency’s
management in embracing and supporting the qudity system and providing guidance
that facilitates the utilization of qudity system components and tools in environmentd
decison-making.

Final

Quality Staff Strategic Plan 6 September 2001



v Improve Outreach to and Collaboration with the Environmental Community —
Providing leadership in expanding Qudity’ s scope of appreciation and collaboration

across the whole environmental community.

v Communicating the Message — Communicating quality successes so they may be
internaized throughout the environmental community.

v Training — Ensuring that adequate fundamental Qudity System training is available to

dl levels of EPA.

v Quality Assessment — Ensuring that the Agency’s quaity systems and peer review
programs promoting the quality of science are sufficient and appropriate to support

environmenta decison making.

v Improving Organizational Strength in the Quality Staff — Building a cohesive,
efficiently operating work team supported with necessary resources and committed to

the redlization of our qudity vison.

Essentid actions which the Quality Staff believes are necessary for its gods to be achieved are

described in Chapter 3.

25 RELATIONSHIPTO EPA’'SGOALS

The misson of the EPA is to protect
human health and safeguard the natural
environment—air, water, and land— upon
which life depends. The misson of the Quality
Staff supports the Agency misson by ensuring
that EPA uses data of adequate quality and
quantity to make decisons regarding risksto
humean health and the environment. Without
such support, the Agency would be unable to
make decisons that are protective and
defensible,

In the same manner, the work of the
Quadity Staff contributes to the achievement of
EPA’s godsidentified in the Agency’ s drategic
plan (Box 2). Since the collection and use of
environmenta data are integral to ensuring EPA

Quality Staff Strategic Plan

Box 2: EPA’S 10 GOALS

Clean Air
Clean and Safe Water
Safe Food

Preventing Pollution and Reducing Risk
in Communities, Homes, Workplaces,
and Ecosystems

Better Waste Management, Restoration
of Contaminated Waste Sites, and
Emergency Response

Reduction of Global and Cross-Border
Environmental Risks

Expansion of Americans’ Right to Know
about the Environment

Sound Science, Improved Understanding
of Environmental Risk, and Greater
Innovation to Address Environmental
Problems

A Credible Deterrent to Pollution and
Greater Compliance with the Law
Effective Management
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obtains these god's, the work the Qudity Staff performs in managing the Agency-wide Qudity System
provides adirect benefit to each godl.

26  RELATIONSHIP TO OEI’SOPERATING PRINCIPLES

Worked performed by the Office of Environmental Information (OEI) isaddressed in EPA’s
God 7, Qudity Environmentd Informeation:

Easy access to a wealth of information about the state of their local
environmental will expand citizen involvement and give people tools to protect
their families and their communities as they seefit. Increased information
exchange between scientists, public health officials, businesses, citizens, and all
levels of government will foster greater knowledge about the environment and
what can be doneto protect it.

OEI’svison in supporting the Agency mission and God 7 isto be an innovative center of excellence
that advances the creation, management, and use of information as a strategic resource, to
enhance public health and the environment. OEIl established six (6) operating principlesin concert
with the OEIl vison inits Year 2000 Action Plan. These principles are shown in Box 3. The OEl
operating principles and completion of planned work projects dlow OEI to meet its vision of advancing
the cregtion, management, and use of information as a strategic resource.

Many of the OEI projects are directly amed a improving the quality of information content,
and improving the qudity of collection, storage, exchange, manipulation, and access to Agency
information. The Qudity Staff, and the Agency-wide Qudity System, play an integrd role in the &bility
of OEl to successfully meet itsgods. Specificdly, through its role of managing the Agency-wide
Quadlity system, the Quaity Staff supports OEI’s operating principles by providing methods to assst
EPA in:

. Producing data of known and documented qudity, and documenting activities and
oversght for evauation purposes. This reduces the potentid for waste, fraud, and
abuse. (Enhance information quality)

. Determining if data can be used for a specific purpose when the qudity of detais
known. This reducesthe likelihood of losing chalenges to regulations, enforcement
actions, permit appedls, €tc., resulting from the use of data of uncertain qudity. (Foster
information-based decisions)

. Reducing resource expenditures as EPA’ s information needs are more closely matched
to the information collection activities. For example, through systemétic planning, only
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the appropriate type, amount, and quality of datawill be collected by EPA, others
collecting data on behdf of EPA, and others collecting data to satisfy EPA
requirements. (Burden reduction and information integration)

Box 3: OEl's Operating Principles

Integrate information: EPA has committed to integrating information as a key theme for the
Office of Environmental Information. The long-term vision for EPA’s integration effort is to create a
network that supports core mission functions and to support a broad data exchange network with
our State and Tribal partners and other environmental stakeholders.

Enhance information quality: This principle focuses on the value of environmental information for
all stakeholders by seeking customer feedback and systematically improving the information’s
usability, clarity, accuracy, reliability, and scientific defensibility. This includes instituting
compatible data standards and ensuring that data are known and appropriate for intended uses.
Enhanced information quality will enable a more accurate, comprehensive environmental “picture”
for EPA partners and stakeholders.

Foster information-based decisions: EPA recognizes the need to evaluate data for
appropriateness for its intended uses and to analyze, communicate, and provide access to
appropriate data and information so that all stakeholders can use the information for improved
environmental decision-making.

Burden reduction: Increasing the efficiency of information collection by reducing unnecessary
cost and burden to EPA State, Tribes, stakeholders, and customers in collection and using
information is another priority of OEI. The outcome will be more streamlines and more efficient
information exchange between EPA, State, Tribes, and stakeholders.

Expand American’s right-to-know: Providing the public access to EPA’s wealth of data and
information resources supports EPA’s mission and many of our stakeholders goals to protect
public health and the environment. Increased public access supports citizens’ understanding and
involvement and enables them to make decisions that help protect families and their communities.

Strengthen and secure EPA’s information infrastructure: Strengthening and securing EPA’s
information infrastructure is fundamental to increasing the availability and accessibility of
environmental information to customers and stakeholders. EPA will remain vigilant in maintaining a
strong and secure infrastructure that is capable of supporting the Agency’s strategic goals. EPA
recognizes that a secure information infrastructure is essential to maintaining Congressional and
public confidence in EPA’s stewardship of environmental and regulatory information.
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3.0 STRATEGIC AREAS OF CONCENTRATION

31 OBJECTIVE 1. DOCUMENTING QUALITY SYSTEM POLICIESAND
PROCEDURES

To ensure that the Agency-wide Quality Systemis fully defined,
up-to-date, relevant, and that methods for implementing the
Quality System exist and are easily applied.

The god of the Agency-wide Qudity System isto ensure that environmental programs and
decisons are supported by data of the type and quality needed and expected for their intended use, and
that decisons involving environmenta technology are supported by appropriate quaity-assured
engineering standards and practices. The Quality Staff is responsible for setting policy for the Agency-
wide qudity system and for developing procedures to assist in the implementation of these policies. As
such the staff develops guidance, software, and other resources to document procedures for quality
managemen.

Task 1. Document the Agency' s Quality System policies. The Quality Staff develops
policies regarding the EPA Qudity System, including requirements for both EPA and
non-EPA organizations, for developing and maintaining aquality system that supports
the Agency-wide system. Activities under this task include developing an Agency-wide
Quadity Management Plan; issuing new, and revisng exigting, policy for quaity
management for EPA organizations as necessary; issuing new, and revising existing,
qudity management regulations in the Code of Federd Regulations, developing and
issuing new “Requirements’ documents that contain mandatory, minimum specifications
or procedures for use by non-EPA organizations, and developing and implementing the
policy portion of an Annua Policy and Guidance Work Plan.

Task 2: Provide guidance to existing environmental programs on implementing quality
practices. The Qudity Staff will develop and implement a process for providing
guidance on procedures for effectively planning, implementing, documenting, and
assessng qudity management practices gpplied to Agency programs, and execute this
process as needed. Activities under this task include developing and implementing
Standard Operating Procedures for document development; developing and
implementing the guidance portion of the Annua Policy and Guidance Work Plan thet
identifies documents to be addressed by the Qudity Staff during the year including
completing guidance in development, revising existing documents as externd changes
warrant, and developing new guidance as needs are identified through the Annua Work
FAan.
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Task 3:

Task 4.

Task 5.

3.2

Determine the core responsibilities of a QA Manager. The duties of a QA
Manager are extremely varied: Program Offices, Regions, Laboratories, and
Headquarters dl demand attention to the needs of their immediate office. There are,
however, many commonditiesthat link together the Agency’s QA Managers and that
could be considered core responsibilities. An understanding by the generd Quality
community of “what it takes’ to be a QA Manager would focus on the leadership

aspects of the position.

Define the Quality Staff’ srole internally and externally to EPA. Withinthe
Office of Environmenta Information, the Quaity Staff will determine the actua and
intended roles and responghbilities of the assgned organizations, identify those new
aress having a Qudity component, and ensure that these qudity responsibilities are
satidfied. For the externd environmenta community, the Quaity Staff will announceits
operating plan and vision and establish firmly aleadership role for al Quality issues.

Develop Approachesfor Laboratory Quality Systems I mprovement. The Office
of the Ingpector Generd has raised the issue of the integrity of andyticd data received
and used by the Agency as amgor management concern. The Quaity Staff will lead
an effort to better understand the policy needs for quaity syssems documentation,
implementation, and oversght. This effort will be undertaken in consultation with the
Qudity and Information Council’s Quality Subcommittee.

OBJECTIVE 22 MANAGING CHANGE

To optimize our influence in these areas and use these
opportunities to further the Quality Staff’s mission.

Thework of the Quality Staff is done under circumstances of continud change, usudly in areas

beyond its control. Accordingly, the god is to optimize our influence in these areas and use these
opportunities to further the Qudity Staff misson. Activities to accomplish the god include:

Task 1:

Assess recent changes that affect the Agency-wide Quality System. The
environmental community, the Generd Accounting Office, EPA’s Inspector Generd,
the Science Advisory Board, and national and internationa standards organizations are
just afew organizations with activities that have direct effects on the Agency-wide
Qudity Sysem. The Qudity Staff will identify potentid impactsin atimey manner and
identify methods to incorporate potential changes. Activities under this task include
developing and implementing an Annua Managing Change Work Plan to identify
opportunities, define priorities for work, identify target delivery dates for products, and
allocate resources.
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Task 2:

Task 3:

33

Task 1:

Task 2:

Task 3:

Provide leadership introducing QA to new areas and programs. New
environmenta issues and the regulatory initiatives devised by the Agency or Congress
represent opportunities for the Qudity Staff to promote the advantages of quality
management. The Qudity Staff Director and staff will provide leedership to, and
participate in, task forces and workgroups on important issues and programs to
incorporate quality assurance techniques early in the development process.

Brief new political appointees. One inevitable change isthe turnover in politica
gppointees which is especidly rapid during the change of administration. Changes of
politica gppointees occur at other times as well and the career public servants that
serve in an acting capacity need to be briefed aso. Activities include devel opment,
annua updating, and presentation of briefing materids.

OBJECTIVE 3;: INCREASING AGENCY MANAGEMENT AWARENESS OF
QUALITY

To assist the Agency' s management in embracing and
supporting the quality system and provide guidance that
facilitates the utilization of quality system components and tools
in environmental decision-making.

Seek upper management endorsement of the quality program. Support from
upper management is critica to full implementation of the Quality Sysem. This
endorsement includes strong support for the Quality System and Agency-wide
implementation, including senior Agency managers gpprova of qudity policy
documents and training requirements for their program managers and QA taff. The
Adminigrator and senior management must be routingly updated on the status of the

Qudity System.

Establish QA performance standards for program managers. Senior Managers
are responsible for the development of organizationd Quality Management Plans, and
the implementation of gpproved plansin decison making and information collection.
QA-rdated performance standards will assst managersin evauating their individua
quaity management practices and in planning continuous improvement efforts.

Complete and distribute the annual report. The EPA Qudity Sysem Annua
Reports will detail how quality-reated activities support the organization, what actions
have been taken, and what actions are being planned. These reports will address dl
components of the Quality System and include conclusions and information about
sgnificant achievements, problems, and consequences.
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Task 4: Establish Agency-wide focus group for Metrics. The Internationd System of Units,
universaly abbreviated S, is the modern metric system of measurement. Thisisthe
dominant measurement system used in science and is becoming the dominant
measurement system used in international commerce. Executive Order 12770 provides
Presdentid authority and direction for the use of the metric system of measurement by
Federd Agencies and Departments. An Agency-wide focus group will facilitate the
implementation of this Executive Order a EPA.

34 OBJECTIVE 4 IMPROVE OUTREACH TO AND COLLABORATIONWITH THE
ENVIRONMENTAL COMMUNITY

To provide leadership in expanding Quality' s scope of
appreciation and collaboration across the whole environmental
community.

As an acknowledged leader in qudity management for environmenta programs, the Quality
Staff has aresponshility to reach out to the environmental community to share qudity management
experience and expertise. Such outreach may take the form of technica ass stance to address specific
issues or questions. In addition, the Quality Staff may collaborate with other EPA organizations, other
Federa organizations, States, and standards development organizations on new initiatives to improve
QA and QC practices and procedures. The goa here isto improve the Qudity Staff’ s opportunities
and effectiveness for outreach and collaboration.

Task 1. Assess new opportunities for outreach. The Qudity Staff will identify potentia
opportunities for outreach and identify methods to take advantage of these
opportunities. Thiswill be documented in an Annua Communications and Outreach
Work Plan which will identify these opportunities and those in the following Tasks,
define priorities for work, identify target ddlivery dates for products, and dlocate
resources.

Task 2: Provide technical assistance to existing environmental programs on
implementing quality practices. The Qudity Staff will develop and implement a
process for providing technical assstance to EPA organizations to enable those
organizations to more effectivey plan, implement, and determine the effectiveness of
quality management practices applied to Agency programs.

Task 3: Lead EPA participation in and collaboration with inter-Agency committees
and other organizations (e.g., States, Tribes, private sector) on environmental
guality. Other governmental and private sector organizations need qudity in the
implementation of their environmenta programs. The Quality Staff isthe focd point for
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EPA effortsto foster best practicesin quality management for such programs.
Participation in committees and collaboration with other organizations provides
opportunities for sharing information on QA and QC as gpplied to environmenta
programs.

Task 4. I ncrease participation in national and international fora on quality issues.
Protection of human hedth and the environment isa globd issue. The implementation
of effective qudity management isaso globd in scope. Solutions to qudity-related
problems may be found through didog at the internationd as well asthe nationd levd.
The Qudity Staff participatesin conferences, meetings, €tc., at the nationa and
internationa leve to assure that expertise and experience in qudity practices for
environmenta programs may be effectively transferred to the globa user community.

Task 5: Lead EPA participation in national and international standards development
on quality systems. The Quality Staff is recognized as the leader for EPA in
standards devel opment work on national and international consensus standards on
quaity and isamgor partner in EPA’s efforts to develop environmenta management
gandards. The Quality Staff input and accomplishments have had sgnificant influence
on severd current and emerging standards. The Quaity Staff will continueits
leadership role in standards development at the nationd and internationd level.

Task 6: Collaborate with other EPA organizationsto identify improvements to the
EPA Quality System. The Qudity Staff should collaborate with the EPA QA
community to identify the practical aspects of what does or does not work well in
goplying qudity practices to environmenta programs. This would include establishing
routine processes for soliciting feedback from the Agency QA community on proposed
qudity initiatives, documents, training modules, and policies. Such processes would
include peer input and review, and discussions in monthly conference calls.

35 OBJECTIVES: COMMUNICATING THE MESSAGE

To communicate quality successes so they may be internalized
throughout the environmental community.

The Qudity Staff should advance the integration of quality into environmenta operations by
continually improving the communication of issues in environmenta qudity management and the use of
innovative techniques and practices in assessing environmenta data quality.

Task 1 Assess and develop new opportunities for improving communications. The
Qudity Staff will identify potentid, and develop new, opportunities for communication
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Task 2:

Task 3:

Task 4:

Task 5:

and identify methods to take advantage of these opportunities. These will be
documented in an Annua Communications and Outreach Work Plan dong with
priorities for work, target delivery dates for products, and resources alocations.

Communicate and implement Agency quality management policies,
requirements, and tools. The Qudity Staff will ensure that the QA community (both
EPA and otherwise) have accessto relevant tools and other sources of information and
are wdl-informed about EPA’sinternd policies and externd requirements. Activities
under this task include developing and implementing a communication srategy detalling
the background and recent changes to the Quadity System and how these changes affect
different user communities, developing examples of QA techniques that have solved
difficult problems, maintaining and expanding the Quaity Staff Website, encouraging the
Agency-wide use of systemétic planing through the devel opment and implementation of
a communications strategy, and creating a series of Quality Fact Sheets.

Take a prominent rolein EPA and at national and international conferences
and meetings. The Qudity Staff will maintain the high profile established at the Annud
Conference on Managing Environmenta Quality Systems by leading the agenda for the
opening segment of the conference and aggressively seeking the Qudity Staff
involvement with nationd and internationa conferences having connections to
environmental Qudity. The Qudity Staff will dso increese its vishility internd to EPA
by identifying opportunities for presentations by the Quaity Staff on the latest

developments in quality management.

Communication of Peer Review Activities. The Agency’s Peer Review System
and the role of the Quality Staff is frequently misunderstood by both managers and staff.
The Quality Staff will continue monthly teleconferences with the peer review
coordinators on status of implementation, the establishment of a discussion database,
and reporting to Generd Accounting Office and Congress on Peer Review.

Establish a strong relationship with the Quality and I nformation Council.
The Qudity and Information Council is composed of senior managers drawn from
across the Agency, and each has a somewhat biased view of what the Quaity Staff
must do for their area of concern. Extreme carein clarity of communication must be
taken to ensure the responsbilities and direction of the Quality Staff are kept in
consonance with the views of the Quality Board. The Quality Staff must be ready to
take an active role in supporting the recommendations of the Council through technical

expertise.
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Task 6:

3.6

Publicize awards and recognitions of QA staff in the Agency. QA daff
throughout the Agency often recelve awards or are given recognition for their work in
promoting good QA practices, these are, however, only acknowledged at the local
level. The Qudity Staff will publicize these achievements and encourage the adoption
of such methodsin other parts of the Agency. In addition, the Qudity Staff will
edtablish criteriafor a Quaity Practice Award for innovative practices at the project
level rather than the overadl manager leve.

OBJECTIVE 6: TRAINING

To ensure that adequate fundamental Quality Systemtraining is
available to all levels of EPA.

The role of the Quality Staff, as mandated by EPA Order 5360.1 A2, isto develop generic

traning programs for al levels of EPA management and staff so that quality management responsibilities
and requirements are understood at every stage of project implementation. The staff providestools,
training materias, and input on training design and ddivery to facilitate knowledge transfer. The god of
the program isto provide training resources that dlow organizations to tailor materids to fit their needs
and to provide a generic, structured training program that enhances the participant’ s knowledge and

ills

Task 1:

Task 2:

Task 3:

Assessment of Agency QA training needs. Therdle of the Quality Staff isuniquein
the training arena.in that the staff does not assessindividud training needs. Our needs
as=ssment is targeted specificdly to the Qudlity professonds within the Agency and its
primary purposeis to identify unmet training needs across the Agency. The activities
under this task include performing targeted training needs assessments, the development
of a Agency-wide Training Program, and the development of an Annud Quaity Staff
Training Work Plan that defines priorities for work, identifies target ddlivery dates for
products, and allocates resources.

Provide training for the QA community. The Qudity Staff has expanded itsrolein
developing generic training materias to include providing offerings of their courses as
resources permit. Thistask aso incorporates the training the Staff provides at both the
Nationd Meeting and the Summer Training Conference.

Develop and/or redesign training courses to support continuous improvement
of the Agency s Quality System. The Qudity Staff develops training courses that are
interdisciplinary, comprehendve, and integrated with the requirements of the EPA
Quadity System. The curriculum will consst of basic core courses that address the
introductory level knowledge and skills of personne with quaity-related tasks. Other

Final

Quality Staff Strategic Plan 17 September 2001



Task 4:

Task 5.

3.7

coursesin the curriculum will build upon the knowledge and skill levels of courses
offered at the introductory level. This assuresthat the range of courses provided by the
Quadity Staff address quality-related skills on aprogressive leve (i.e. orientation,
gpecific skill based training, refresher training). Activitiesin thistask include improving
exidting training courses and designing new training courses to meet documented
training needs.

Establish a processto assist EPA organizationsin determining Quality
training for all technical and administrative managers and staff. Because of the
diversity of organizationa work processes across the Agency, it isnot possible to
recommend any sngle curriculum for al of EPA. At aminimum, each organization
should determine basic quality training needs for each job function; whet training
materids exist, need to be modified, or developed; and the preferred training delivery
methodology. Activities under this task include developing and implementing a
comprehengve plan for monitoring and improving the training curriculum and the
development of an curriculum eva uation process to assess how wdl curriculum gods
are being achieved in terms of stakeholder expectations and objectives and knowledge
acquisition and use.

Revise Peer Review Training to Conform to Revised Handbook. The Peer
Review Handbook was developed in 1998, and the Quality Staff prepared generic
training materia to be used across the Agency. The Handbook was revised in
December 2000, and the training materid must be revised to reflect the new information
contained in the Handbook.

OBJECTIVE 7: QUALITY ASSESSMENT

To ensure that the Agency’ s quality systems and peer review
programs promoting the quality of science are sufficient and
appropriate to support environmental decision making.

The Qudity Staff has been assigned oversight of the Agency-wide Quaity System and Peer

Review Program implementation. Oversight includes assessing the current status for conformance to
Agency policies and requirements, and for recommending improvements to these programs.

Task 1.

Review Quality System Documentation from EPA Organizations. The Qudity
Steff is responsible for reviewing and gpproving Quality Management Plans and
reviewing and compiling the QA Annua Report and Work Plans submitted by EPA
organizations. Activities under thistask include developing and implementing an Annud
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Task 2.

Task 3.

Task 4.

Task 5.

Quadity Systems Documentation Work Plan for the current year that defines priorities
for work, identifies target delivery dates for products, and allocates resources.

Perform Management Assessments of EPA Quality Systems and Organizations.
The Qudity Staff is required to review each EPA Organization to determineif the
organization's Qudity System conforms to EPA policies and requirements.
Organizations are reviewed on athree-year cycle (gpproximately) which leadsto 15
auditsayear. Activitiesin thistask include developing and implementing a Annua
Quadity Systems Audits Work Plan that defines priorities for work, identifies target
ddivery dates for products, and alocates resources.

Perform Peer Review Oversight of EPA Organizations. The Qudity Staff is
required to assess the implementation of EPA’s peer review policiesto evauate its
completeness and effectiveness. The oversight that the Quality Staff performs on behalf
of the Office of Research and Development includes overdght of the annua review
process and the assessments of individua organizations. Activitiesin thistask include
developing and implementing an Annua Peer Review Oversght Work Plan and
reporting process that identifies for the current year’ s activities including assessments to
be completed by the Quality Staff during the year, oversight of peer review reporting by
the other organizations and defines priorities for work, identifies target delivery dates,
and allocates resources.

Develop performance criteria and expectations for the Agency-wide Quality
System. Bench marking quaity system performance within the Agency is criticd to
measuring progress in achieving the goals of environmenta programs. To be ableto
evauate the effectiveness if the Agency-wide Qudity System, meaningful performance
criteria and expectations must be established as well as the measures necessary to
determine that they have been met. Quditative, and where possible quantitative,
performance measures need to be established to determine existing levels of qudity and
identify changesin qudity over time. The performance measures indicate the benefits of
the Qudity System and how well the current system supports environmenta decisons
and programs.

Plan for successful implementation of the oversight programs. Thistask
addresses the vison of the Qudity Staff for quality to be integra to environmenta
activities, successes in implementation to be frequent and communicated, and quality
practices to be welcomed and respected (paraphrased). It islikely that many of the
assessments will soon begin to show compliance with our described criteria. Therefore,
the Qudity Staff will develop a strategy that will address the next steps after
organizations (and the Qudity Staff) have met Agency criteriaand godls.
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Task 6.

3.8

Task 1:

Task 2.

Task 3:

Task 4:

Conduct Technical Systems Audits of All Agency Laboratories. The Qudity
Staff will provide leadership to the effort by developing the audit process and ensuring
that the audits are completed in atimely fashion with gppropriate documentation of
findings The mgority of the technica Saff thet will participate in the audits will come
from other Agency organizations.

OBJECTIVE 8: IMPROVING ORGANIZATIONAL STRENGTH IN THE
QUALITY STAFF

To build a cohesive, efficiently operating work team supported
with necessary resources and committed to the realization of our
quality vision.

I nstitutionalize a continuing process of strategic planning within the Quality
Staff. The Quaity Staff must ook to the future needs of the Agency and the related
Qudity Staff needs. Strategic planning is planning for the long term as distinguished
from planning for day-to-day operations. Accordingly, strategic planning need not be
done frequently, but, to avoid forgetting it in the crush of deadlines, does need to be
done at ddiberate, regular intervals. Activities under this task include updeting this
Strategic Plan and the supporting documents described below. More information on
this task is contained in Chapter 4.

Develop/Review Operating Plans for key programs. Operating planswill be
developed for key programs that correspond roughly to the sections of the strategic
plan: Policy and Guidance, Managing Change, Communications and Outreach,
Training, Qudity Systems Documentation, Quality Systems Audits, Peer Review
Oversght. When written, these plans will congtitute a complete picture of the Quality
Staff program that can be presented to those within and outside of the program. More
information on thistask is contained in Chapter 4.

Develop annual business plan for the Quality Staff. The annua business plan will
synthesize the resource components and steps of the operating plans (Task 2) and the
annuad work plansinto auniform, annua business plan for the Qudity Staff. More
information on this task is contained in Chapter 4.

I ncrease opportunities for team building through weekly scheduled meetings,
reports, and tracking. Thistask provides an opportunity for staff membersto discuss
program issues and involvement in order to improve interna operations. Activities
under this task include weekly staff meetings, weekly reports for OEl Quality Staff
members, and the development and implementation of a Qudity Staff tracking system.
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4.0 NEXT STEPS
41  CONTINUING THE PROCESS OF STRATEGIC PLANNING

The Qudity Staff and its Director are committed to indtitutionalizing a continuing process of
graegic planning. As grategic planning is planning for the long term as distinguished from planning for
day-to-day operations, it need not be done frequently. The Qudity Staff will use a system of dternating
magor and minor planning events at Sx-month intervals. The annua mgor planning event would be for
annua drategic planning and developing the annud Work Plans and Business Plan. The smdler
meeting would occur Sx months later to assess progress toward drategic goas and make fine tuning
management decisons.

Supporting the Strategic Plan are severa supporting documents including:

. Operating Plans for the Qudity Staff’s Key Components;

. Annua Work Plans to support the overarching Operating Plans;

. and an Annual Business Plan. These documents will be updated through the planning
meetings.

Together, the Operating Plans will condtitute a complete picture of the Qudity Staff program
and activities that can be presented to those within and outside of the program. There will be seven
operating plans to cover the activities of the Quality Staff: Policy and Guidance; Managing Change;
Communications and Outreach; Training; Qudity Systems Documentation; Quality Systems Audits, and
Peer Review Oversight. These programs correspond roughly to the sections of the strategic plan
contained in Chapter 3.

Each Operating Plan will describe the program in detail and include:

. adescription of purpose or god,;

. adescription of the entire activity;

. standard operating procedures, checklists, template memoranda and reports to support
the activity;

. the measures for success of the activity and how an assessment will be performed;

. the way in which corrective actions will be administered and followed up, with potentia
consequences of non-compliance and Strategy to deal with the possibility (if
appropriate);

. atracking system for components of the activity.

Each Operating Plan will be supplemented on an annud basis by an Annua Work Plan. Using the
tasks identified in Chapter 3 as aframework, Annua Work Planswill define priorities for work; identify
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target delivery dates for products, and alocate resources for the upcoming year for that individud
program. The Annua Work Planswill be combined into an Annud Business Plan. Thiswill synthesize
the resource components and steps of the operating plans, and work plans into a uniform business plan
for the Qudity Staff. The Annud Business Plan will include items such as products for the fiscd year;
critical sepsfor completion; timelines for accomplishing generd Qudity Staff priorities; full time
equivaents and funding requirements; and travel dollar needs.

42 MEASURING PERFORMANCE

Traditiondly performance measures for both the Quaity Staff and the EPA Quality System
have not been formdly developed. Asareault of the Government Performance and Results Act, thisis
changing. The Qudity Staff will develop performance measures for:

1. Programs and activities the Qudity Staff conducts
2. Customer Services
3. Members of the staff

Development of these measures will be part of the development of the Operating Plans for the Quality
Staff’smgor activities. These performance measures will then be documented in the individua
operating plans, assessed annudly, included as part of the Annua Work Plans and Business Plan, and
tracked using the Quality Staff Tracking System. Results of these performance measures will be used in
the performance assessments of individua Staff members and reported to management as part of the
EPA Quadlity System Annual Report (see Section 3.3, Task 3, “ Complete and distribute the annual

report”).

The development of performance measures that assess qudity isnot smple. Common
measures are Smple ‘bean counts which answer “how many’ questions but cannot address “ how well’
the Quality System isdoing. For example, one could use the number of assessments performed by the
Quadity Staff as a performance measure. However, this would not measure the qudity of the
assessments and determine whether these assessments actualy benefit the Agency-wide Quality
Sysem. Smilarly, a performance measure a the saff level would include the number of assessment
reports completed within specified number of days. This again would not measure the quality of the
performance by the individud in the overdl assessment, only the ability to produce a written document.

43 OTHER PLANNING EFFORTS

This gtrategic plan is focused on the activities of the Quality Staff but there are other important
efforts underway that may influence this strategic Plan. Three important activitiesinclude:
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The Data and Information Quality Strategic Plan: Thiseffort isled by the Qudity
Subcommittee of EPA’s Quality and Information Council. The Data and Information
Qudity Strategic Plan will identify where and how to optimize the Agency’s
environmenta data systemsto improve the overdl qudity of the data. This effort was
darted in Summer 2000 and involves performing an andys's of the quaity management
activity chain across the entire data lifecycle or flow of data within an environmenta
data system to identify problems that impact data usability. Thiswill permit the
development of necessary quality system advances at appropriate lifecycle stagesto
improve the quaity and usability of end products. This aso involves the assessment of
the EPA Quality System for appropriate flexibility to accommodate the evolution of
data, data systems and data collection innovations that are forseegble over the next five
to ten years, and developing a Strategy to: 1) implement needed changes, 2) embed
data qudity congderaionsinto al Agency business practices, and 3) continually
measure performance/progresseffectiveness of the Data and Information Quality
Strategic Plan across the Agency’ s environmenta data systems.

Agency-wide Quality System Strategic Plan: Thiseffort will be lead by the Qudlity
Staff usng ateam of individuals across the Agency. The Agency-wide Qudlity System
Strategic Plan will describe the program’s misson and godls, serve as aframework for
quality assurance planning and resource alocation decisons, and provide Agency QA
Managers and program staff the direction necessary to implement a cohesive Agency-
wide program. The plan would establish nationd srategies for achieving quaity
assurance gods and objectivesin the future. Thiseffort isin the planning Stages.

Performance measuresfor Quality System: This effort will develop outcome and
output metrics for EPA data quality assurance activities. According to Government
Performance and Results Act parlance, data quaity improvements are more readily
categorized as* outputs’ than “outcomes.” However, it is possible to document how
data quaity improvements contribute to and/or facilitate environmental outcomes, and
to frame this process to provide a basis for development of outcomes metrics. Thefirst
phase of this development effort is complete and conssted of a series of anayses of
available performance information on the Agency’ s Qudity System. Additiona work
linking available performance information to program outcomes will identify candidate
measures for congderation by program measures.

Asthe Quality Staff oversees the Agency-wide Quality System, the output from these efforts may affect
the activities of the gaff. Therefore, the completion of these activities may have adirect effect on future
revisons of this Strategic Plan.
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APPENDIX A
THE EPA QUALITY SYSTEM

The EPA Qudity System is the means by which an EPA organization manages the qudity
aspects of their operations in a systematic, organized manner. The EPA Quadity System encompasses a
vaiety of technica and adminigrative dements, including:

. policies and objectives,

. organizaiona authority,

. responsibilities,

. accountability, and

. procedures and practices,

in order to provide the framework for planning, implementing, and assessng work performed by an
organization and for carrying out quaity assurance and qudity control activities.

The EPA Qudity System encompasses both management and technical activities pertaining to
the planning, implementation, and assessment of environmenta programs within the Agency’ smission
and scope. The EPA Quality System appliesto environmenta programs that encompass.

. the collection, evauation, and use of environmentd data, and
. the design, congtruction, and operation of environmenta technology.

The EPA Qudity System gpplies uniformly to EPA organizations and to non-EPA organizations funded
by EPA.

The god of the Agency-wide Qudity System isto ensure that EPA’s environmenta programs
and decisons are supported by data of the type and quality needed and expected for their intended use,
and that decisions involving environmenta technology are supported by appropriate quaity-assured
engineering standards and practices. Successful implementation of the EPA Qudity System leadsto:

. scientific data integrity,

. reduced or justifiable resource expenditures,

. proper evauation of internd and externd activities,
. reliable and defensible decisons, and

. burden reduction.
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Overdl, implementation of the EPA Quality System will reduce the Agency’ s vulnerahilitiesin decision
making and increase EPA’ s credibility by providing the ability to make reliable, cost-effective, and
defensible decisons.

The EPA Qudity System is composed of individud qudity systems developed and implemented
by the EPA Regions, Nationa Program Offices, and the Nationa Centers and L aboratories and non-
EPA organizations. Overdl, there are more than 40 EPA organizations that maintain quaity sysems.
Specidized, highly-visble programs (for example, EPA’s Gresat Lakes Program) aso may have their
own qudity sysems. There are 11 basc qudity management requirements defined in EPA Order
5360.1 for al EPA organizations covered by the EPA Quality System. These requirements are to:

v

v

Conform to the minimum specifications of ANSI/ASQC E4-1994;

Identify a QA Manager and ensure the organizational independence of this QA
Manager function from environmenta data operations,

Develop a Qudity Management Plan and implement this plan following Agency
goprovd;

Provide sufficient resources to implement the quality system;

Perform assessments of the effectiveness of the quaity system at least annudly and
implement corrective actions based on assessment results in atimely manner;

Submit an QA Annua Report and Work Plan for the organization that summarizesthe
previous year’ s activities and outlines the work proposed for the current year;

Implement Agency-wide Qudity System requirementsin al gpplicable EPA-funded
extramural agreements,

Provide appropriate training for dl levels of management and staff to assure that QA
and QC responshilities and requirements are understood at every stage of project
implementation;

Use a systematic planning approach to develop acceptance or performance criteriafor
al work covered by the EPA Quadlity System;

Have gpproved QA Project Plans, or equivaent documents, for al applicable projects
and tasks involving environmenta data; and
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v Assess existing data, when used to support Agency decisions or other secondary
purposes, to verify that they are of sufficient quantity and adequate quality for their
intended use.

Non-EPA organizations are required to develop qudity systemsto support their environmental
programs funded by EPA. Organizations that may be affected by the EPA Qudity System
requirementsinclude: other Federd departments and agencies, State, locdl, and Triba governments,
academic and other non-profit organizations, and commercia business enterprises. Quality
management requirements are defined through the following Federd Acquisition Regulations:

. 48 CFR 46, “Higher-level Contract Requirements’ — Contains requirements for
contracts, work assignments, delivery orders, and task orders.

. 40 CFR 30, “Grants and Agreements with Institutions of Higher Education,
Hospitals and Other Non-Profit Organizations’ — Contains requirements for
organizations identified in title.

. 40 CFR 31, “Uniform Administrative Requirements for Grants and Cooper ative
Agreement to State and Local Governments’ — Contains requirements for grants
and cooperative agreements to State, local, and Tribal Governments.

. 40 CFR 35, “State and Local Assstance” — Contains requirements for financia
ass gance agreements to State and local governments.

The regulations specify exactly what an organization must do to comply with EPA policy. For
environmenta programs funded by EPA but not covered by the Federd Acquisition Regulations, EPA
negotiates quaity management requirements with the organization performing the work. 1n addition,
each EPA organization’'s Quaity Management Plan describes how the organization will interact with,
and any additiona requirements for, the organizations they fund.
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